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MEMORANDUM TO: ALL FIELD SALES MANAGERS 
SUBJECT: SF2000 TRANSITION 




< 


After numerous discussions, debates, and several years of testing, the change to a retail two-tier structure 
is clearly right for our business. No one has really challenged the concept, the question or obstacle has 
ahvays been, how do we get there from here? With a lot of field input, we have laid out a comprehensive 
plan. 

During the transition to SF2000, the single greatest ‘business issue” we face is the short term disruption of 
our business. This is the largest restructure of our Field Sales Organization ever undertaken and, as a 
result, we made the decision to provide a transition period for the organization prior to an October 
implementation. Our chalienge as a management team is to lead this change without tanking our 
business. Leading change is hard work. In order to lead change, you must believe in your gut that the 
change is right for our business and then personally engage or commK to making it happen. 

Your role as a leader during the transition and implementation is critical. During uncertain or difficult 
times, we must lead by example. You need to be the ‘laser beam” focused on our business vs. getting 
caught up in the restructure process. Remember, the restructure is only a means to an end; the end 
result will be a stronger organization that sells more cigarettes. 

During the test in Minneapolis, there were lessons we learned that will help us through this period. 
Communication is crucial in managing this transition - you must actively listen and encourage open 
dialogue, work the issues, don’t ignore them - clear priorities and direction are a must. 

You need to be visible out of the office and in the marketplace consistently throughout the transition and 
implementation, and remain open-minded with realistic expectations. A reorganization of this magnitude 
will not be perfect from the beginning. Through work/withs, you can demonstrate your personal 
commitment to the changes, as well as identifying issues/problems first hand. As you encounter 
issues/problems, you need to take a positive, pro-active approach, rolling up your sleeves with an "O.K., 
how do we fix it" attitude, that’s leadership. Your personal challenge is to get every member of your team 
to engage and believe the changes are right. 


Source: https://www.industrydocuments.ucsf.edu/docs/gmwyOOOO. 
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We have a responsibility to our peopie and to a iot of people in other departments who depend upon us to 
sell cigarettes to pull this change off without a hitch and with a sense of urgency. We have a legacy in 
Sales of rising to the challenge; the future success or failure is in our hands. If we think about it, we are 
creating our future with these changes and, believe me, we will be a stronger, more focused organization 
that sells more cigarettes. 
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Jim Maguire 
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